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ON COWVtHTINC A TEACMEHS COLLEGE 




ON C0MVCKTIW6 A T6ACHCHS COllCCt 



Unlike Abraham PUxntr^t r«m«rk to th« •fftct that no prlaftthoo<< 
can raform ittalf^ occasional 1y tha incantlva It givan that faculty af'a 
willing^ with laadarth p to changa thair ways and diractlon. Such at 
Introduction Invltat a cata study of ona ''Stata Taachart ColUga" that 
bacama a *'$tata Collaga** (but navar lost tha 'Taachar'' orientation) and 
than^ In affact^ m% '^convartad** to a LIbaral Arts institution ovar tha 
longar haul • 

Tha satting Is a rural campus of soma 2^500 studants that lias f^r 
from a major city. In yaars of practice It has bacoma Ingrown with Its 
own graduates and taachars brought In from tha public school systams* 
HIghar Education Is virtually unraprasantad^ both admlnlstratlvaly«»#*>tra 
administrators bai^ coma up through tha ranks with llttia concaptual 
understanding of modern administrative procedures—and professionally 
with few doctorates In the ^'content** areas and with '^professors** somaM^t 
apathetic and Intellectually unstlmulatlng. Tha Institutional head**the 
Pros ldmnt*-%di lie amiable and warm, is a political appointment coming ^rom 
a position as S««perlnteodefit of Schools end totelly without experlefico m 
Hl9her Education* The loerd of Trustees ere plein, honesty local fol*(s 
thet went the best for the Institution yet hove no real concopt of Hither 
Education In theae letter days and tend to rubberstamp whet may be proppaed 
In one menn e r or another. 

The Institution hed e long and tranquil history of autocratic 
fa^mlnf prior to the Incumhent preeldent with the faculty playln* 



vlrtMtlly no part In forming policy for th« ImrMdlatt or long hault 
that ovory ocadamic comunlty rmitt tottU. In such a situation a faculty 
dots not aatlly attuma govarning prarogatlvt s***lt mutt ba tducatad to the 
ways of HIghar Education In tha 20th cantury. 

Tha convartlon raally baglnt with ona man*-a Chal rman*«%(rh0 9 although 
at tha Institution for clota to a dacada and turnad out axcallant taachars 
In hit profatftlonal araa^ longad for a strong LIbaral Arts orlantatlon such 
at that of hit undargraduata yaart In tha mldii#att (ha m% ona of tha faw 
that had coim In from tha **outiida**) , Fortuitously » tha Pratldant Invltad 
this chairman to bacoma Daan for Acadamic Affairs. Whila this Individual 
liat Mll^racalvad by tha faculty In hit pott ha ym% without background 
and axparlanca In tha ''Admin' ttrat Ion'* of HIghar Education. Hoi«avar, 
Intaratt^ wisdom and foratlght Impallad him to taak a tpaclal Itt-contui tant 
In NIghar Education In tha araa of LIbaral Arts. Tha original consultant » 
a ratlrad VIca-Praaldant of a major unlvartlty, aftar a visit suggastad a 
youngar LIbaral Arts Daan of axparlanca for furthar consultation. Tha 
outcoma of a numbar of monthly visits ovar tha acadamic yaar by tha 
Consultant ms that ha agraad to bacoma Daan of a nawly craatad Division 
of LIbaral Arts and Sclancas on that campus. It might ba said that ha may 
hava fait as parhaps Daan Nonroa of Harvard fait whan ha want on his 
mission of good will to Hllas Collaga In Alabama with avary Intant In mind 
to build tha colla^a. Tha trials^ trlbylatlons^ Joys (T) and cartainly 
tha axtrama challaoga of admlnlstratlva laadarship In such a casa formad 
tha magn a t to attract a man of aiiparlafica» aiid» In aaaancat formad tha 
ba cfcb ofia for a caaa study In ^^comvartlnt** a colloffa In thasa lattar days. 



N««dUr.s to My Hr. N«m D«an Judged with "f««ling." sttfnming from long 
profassional axparianct, th«t the "cllni«t«" was right for changa and the 
tima wa« at hand to mova such a projact along. 

Tha naw Daan of Libaral Arts cama aboard with a faw things working 
for him, but unfortunataly , a vary larga numbar working against him. Hit 
background, bayond taaching, was ovar a dacada as an Assistant Dean in a 
Libaral Arts collaga of a larga univarsity of national reputation. His 
aga brackat In tha aarly fortlas worked pretty much for him. 

Older, larger universities have established traditions and are 

<» 

geared to patterns hamnarad out by "strong" faculties, all of which were 
lacking at State College. In addition, twantysix faculty mambars had 
raal0n«d In a huff tome thraa years pravlotis whan tha naw President arrived 
and the institution was still picking up tha places. Hr. Naw Dean called 
and wrote to aeveral of tha former staff who had res I gnad-- Including a 
Daan and Dapartmantal Chairinan. Thay ware firmly vocal, yet Interestingly 
anou9h, ganarally loyal in vla^4 and feeling of thair former Institution. 
Tha Insight and Infonaation mt most valuable to tha •ncoming exparlancad 
naofhyte. In addition, wtilla tha rubble had ganarally bean cleared away 
ovar tha Interim thrao years, tha naw Daan now fait tha time was rlpa 
to build tha Institution In tha Libaral Arts Imag*. 

How tfoat one admlnlttratlvaly begin to ravamp an Institution that 
has had nothing but tMchar aducatlon In Its backtround for ovaf a 
canturyT Thara was no lack of Intrlgua, particularly whan tha faculty 
graMvlna ht4 It out that hara was a "hatchat man" coming In for the 
MmtnUtratlon. lut whore 4oaa ona kagInT Tha books on admlnlstratlva 



th«ory dMply 1ln«d the Dean's booksh«1v«s yet no two Institutions or 
situations are Identical and therefore administrative creativity was 
readily beckoned forward. To do or not to do777 

The steps taken by Mr. New Dean fell Into a pattern by design. 
It ••emed to the Consultant turned Dean that a number of psychological 
steps were in order and had to be taken prior to substantive tnee^ures. 
During the yeer of monthly consultations, beyond gelning insight and 
InfortMtion concerning ihe Institution as well es suggesting timely 
Interim procedures for the College, the Consultant made it a point to 
meet Cheimen In particular as well es faculty. He had to sell himself 
es e leeder of faculty before he could peddle his weres of knowledge end 
procedures In Higher Education. Concurrently, and fortunately, some 
forty«one new faculty positions were authorized for the institution during 
this consulting year with twenty-nine going to the "substantitive" or 
"content" areas of what was to be Liberal Arts. The balance largely 
went to biildlng the LIbrery end Llbrer.- Science steff with only e helf- 
dozen to steffing Education as replacements. The new twenty-nine fecuity 
members designated for Liberei Arts were by and large younger, more 
aggressive end holding e much larger peroentege of doctorei degrees than 
the In r wit i iit staff. The new Liberal Arts fecuity had backgrounds from 
Maine to Oregon, with mamy points between, thereby adding fresh breath 
and life to the Institution. The Dean saw this es a wedge working for 
him In shifting the balance within the Institution toward ultimate faculty 
governemce. Interviews Indicated these Mere men of the "tmi breed*' that 
Mere gain? to add some yaast and fenaent to the faculty. 



In light of th^ psychological staps ehvisloned by the new Dean 
and In keeping with the fact that the Administration wanted hirr to come 
to the institution very badly^ plans were submitted by the Dean for a 
targe panel led^ draped, carpeted* nicely furnished office with adjoining 
conference room and a secretarial office and waiting room. In addition, 
a complete wall of built-in bookshelves backed up the Dean partially as 
psychological window dressing to help the intellectual climatet yet who 
responded to conwnents concerning his library with the fact that the other 
half was at home in his study— which it wasi If anything, the Institution 
lacked **c1ass** and sophistication. Whatever measures, large or small, 
taken to%#ard a remedy for this 'Vuralitis'' would pay off in the longer 
run. 

What does one do procedurally in order to effect rather radical 
change In an educational Institution? Tra^ii tlonal ly, institutions of 
Higher Education are conservative In nature and change slowly. This is 
both healthy in that institutional matters are hmmered out prior to 
Instituting them, yet administratively frustrating In getting things Into 
gear. However^ experienced administrators have learned to live with the 
latter— time being on their side. There Is the old adage In working with 
faculty that administrators plant the seed one year» water and nourish 
It the second year» and perhaps In the third year It may begin to bear 
fruit in that the original Ideas begin to ripen In the minds of the 
faculty. State College could not welt that long nor was there any 
history that the facylty could or would be willing to accept responsl* 
blllty thrust upon them. A democratic edmlnletratpr coming into a 
somewhmt autocratic Institution Is torn Idiuiloglcellyt yet In Instituting 



new me«surf:$ a new Dean In en autocratic Institution can have a real 
thrust in revamping toward excellence by virtue of this very fact. 

Hr. New Dean chose a middle road of Inviting faculty participation 
and elected committees, yet Instituting change and plugging In higher 
watted procedures where needed. When a college Is single-purpose. Informal 
procedures can prevail and work reasonably well, but as an Institution 
shifts to multi'dlmenslonal capacities then procedures must become more 
formalized. In an Institution without background and understanding of 
what Higher Education Is all about an experienced, optimistic administrator 
can view this as a compelling challenge that comes about rarely, yet fully 
realizing the tremendous cost In energy, time, resourceful Iness and often 
frustration that a century of stratified measures can form causing selected 
surgery to become eminent. 

Mr. New Deen, out of necessity, took excursions Into many fields 
from Alumni Reletlons to tactful presidential advising yet reserving the 
full thrust of his energies for his Inherited chi 1d-«Llbera1 Arts. One 
citation, as an example, wes the fact that State College had t%«enty*tMO 
comm1ttees--a11 presldentlally appointed. Mr. Dean advised radical 
surgery In greatly reducing the number of comilttees and not having them 
appointed, but generally elective from the faculty. Coasnittee work Is 
the disease of smell colleges with a seeming inverse relationship of 
numbers to sUe of the institution. Essential ccamilttees that were 
formerly a11*co11ege; e.g.. Curriculum Committee, were to be pulled out 
end Instituted directly under the eegis of Liberal Arts on an elective 
besls. 
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Without former machinery or means of Instituting committees within 
Liberal Arts, choices were obviously available. One could appoint, or 
allow election, or both. In a self-governing, settled, traditional 
Institution only election h* a really viable alternative, yet State 
College was certainly not In this category. If time warranted, the 
faculty could decide procedures but this would set hope of revamping 
the Institution bacic a considerable pace. (Fortunately, the Dean came 
aboard 1 July and had two months to get settled.) The tentative decision 
was made by the Dean to Invite, by mailed secret ballot, elective members 
from the Incumbent faculty to represent the Humanities, Sciences and 
Social Sciences on the Curriculum Committee. Ballots for each division 
were mailed to each faculty member in that area, excluding new faculty 
memi^ers. Four names %#e.e to be checked on the ballot In rank order one 
to four. Three from each division formed the comnilttee with the fourth 
as an alternate for the future. If needed. This gave a balanced coimnlttee 
of nine. The first year (only) the Dean chaired the comnlttee. 

During the course of the first semester the Curriculum Committee 
met bi-weekly for approximately two hours. The Dean set the agenda to 
be covered. A faculty member %«as elected as secretary » who recorded the 
official minutes and reported the proceedings of the Committee to the 
Faculty at the monthly Faculty Heating. 

Primary attention was given by the Curriculum Committee to a 
flexible General Education program (vs. the entrenched rigid and 
Inflexible program) » to pre«*professlofie1 programs of Pre-*Med» Pre-Dentt 
Pre**Uw and Pre**Veterlnary Nedlclne^ to courses^ prpgraais^ and currlcular 
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relationships between Divisions on campus were among agenda Items of 
particular Importance. 

A second committee, the Faculty Executive Committee was formed 
In order that the Dean could have effective and Influential help and, 
more hopefully, support In the formulation of polities and procedures 
for the new area of Liberal Arts. How does— or should^-^n effective 
administrator form such a powerful committee where far-reaching policies 
are to be formulated? Again the committee could be appointed by the 
Dean, be purely elective, or elective and appointive. Mr. New Dean 
chose the third alternative by free, mailed secret ballot across the 
entire faculty In Liberal Arts. In essence, the faculty elected a panel 
of fifteen colleagues from »«hlch the Dean was to select seven to nine 
members for the Faculty Executive Committee. The Dean was to chair the 
Committee the first year (only) with future chairmen coming from the 
committee at large. 

With a faith born of long experience, the Dean knew faculty %#ou1d 
elect their most estute colleagues and this feeling was vindicated with 
the best of what was available. The Dean could work well with a reasonably 
strong group who might differ In opinion and Judgment but %^ viewed 
Liberal Arts as an entity rather than through the eyes of their disciplines 
and departments. 

Business Iteais on the agende consisted of policy metters of 
organl^tlonal and procedural rules of the Faculty to matters of feculty 
welfare. As with the Curriculum Committee, the Executive Committee met 
bi-weekly for approximately two hours. The Committee elected a secretary 



who recorded the minutes and reported to the Faculty at each monthly 
Faculty Meeting. 

It may be said that Mr. New Dean felt the curriculum belonged to 
the Faculty and, In a sense, with his experience and position was advisory 
to that group, while he felt the Executive Conwittee, on the other hand, 
was advisory to him but fully based upon a concept of "shared authority." 
The Executive Comnlttee was his "sounding board" as well as a potential 
spring of reflective faculty thinking on matters of concern to an embryonic 
area of Liberal Arts at State College. 

While there are a multiplicity of systems In organizing colleges. 
It Is recognized each college possesses Individual differences, and, there- 
fore, the basis of organization must be In keeping with a particular 
Institution's alms or any reorganization will be a stormy one with perhaps 
some foundering on the shoals of time. 

In keeping with the Consultant's proposal to the Administration that 
the Institution consider a Lot#er-Upper Division arrangement at State 
College, Hr. New Dean upon coming aboard ambarked»through the Faculty— 
on Instituting such an arrangement. At the same time, a flexible Lower- 
Olvlslon arrangement of General Education mt proposed to replace a rigid 
system that lock-st«pp«d every student Into Identical patterns of educa- 
tion. This eventually entailed renumbering courses within the entire 
Institution as well as revamping procedures for accepting majors as well 
as a multitude of accompanying changes and redefining of goals. Concur- 
rently, nm departments, new majors, nmn programs, now faculty and new 
priorities ware being established for Liberal Arts. 
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By now It is apparent Mr. New Dean's responsibilities were well- 
beyond building Liberal Arts. Part of his administration concerned 
Liberal Arts (in a settled institution it would have been "All") and part 
concerned the entire Institution since with a redefining of Lower-Upper 
Division all entering students were to begin through Liberal Arts and a 
"General Education". At the end of two years students would "select" 
their majors and departments would "accept" them. This is not at all 
unusual for Liberal Arts, yet was "foreign" to teacher education at this 
Institution since more authoritarian and lock-step methods arrived at 
during the preceeding century were not easily cut asunder. 

While the Dean would personally have chosen the route of democratic 
faculty participation from the beginning, with the thought of a two or 
three year haul to arrive at the concept of revamping the College, he 
was most anxious to cut that time down as much as possible. There was 
also some pressure to "get moving" from the Administration and without 
a history of any governing or decision-making on the part of the Faculty 
the delay could have lingered. Also, the CoMmlssion of Higher Education 
In the capital, with a comparatively large number of state college 
teacher education oriented Institutions, was interested In a possible 
prototype that balanced Education and Liberal Arts. 

As a leader filling a vacuum. Nr. New Dean devised a nuMber of 
representative 'Vaodels*' In General Education ranging fron choice of 
courses by students within the three traditional Liberal Arts divisions 
to choices within groupings yet allowing scaie traditional a«'eas to be 
OMitted If desired. This range of the spectrwa wes presented to all 
faculty with tine to reflect and digest, yet ultlMtely coaiing to 
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cImc t« vUlt «i9«rtaMMl ■Mtlnf «pwi ImvIuiIwi •m^UIm cIioIcm , 
•lUnwtlvM Mi pMtlkllltiM f«r ttm *ift«r«. 

tiNM •IfMMn tftpartmitt mrm iNWivai totwMN LItorcl Art» (f) 
mi T«Miwr MMMtltt^ (f) tli» tMii r M ii m i fwr tUt mmi f iMlkl* 
•itrrlMliii tktt Mvli to tfvvlMi. Hilt mm f«lt ciMivulv wMgtiiry 
tliiM m ratflMl md ma^tmu brmk twmri iMprHflppar tlvltlM tmli 
to iwiirtilnii iHttonf •llcMtlnf mmk TMCtor MmaIIm. totf It mm 
l«f ImI ttoc Mtor • laiir t^pir tlvltlM tyttoa ttot mm *>r«#MtlM«l** 
MUTM* (torr liif tMttor Mrtif ImiIm • mtm%) totf w to MiirMtow ivrlnf 
tto firtt tm ymrt to prtptri far tto mJm—«.9., CiMiiliif tmmtrmtlm 
mi Ntot M# liitrltlM fmr mm taMMlo. Tlilt m«M torify • lltorcl 
Artt *1piirltt** tot Mr. mm toM mm tHlt m • ttoMt Im ttniMtt M **trv 

M^ • MjM prim to MBBltoMC Mi tor tto fMUlClM wltHlii MrlMt 

ilMlpllMi to nnun tto tp^ltoiM ttoir ptoMtUI MjMt priM to 
Mttlliit itoa. Ito littor iMtor m« MMltorvi wmt mIcImI tiMi totii 
tto totlMil toMtll M liMtor MmmIm Mi NMito ttotot totatonto tto 
«Mt ttot m MiMtiM •# fu to r t imliiri mm tthtof plM«. ^riilMily, 
tlviMtt MMllto I— ilmly In totitor MmmIm iai clttor flMtoi 
Mt M fraiMtoi mm ttoii^ ttor M m ibllltv m iMtlur m • tatttor. 
iMtoM MmmIm toi M totor ttolMt Cttoi Nato CMIttM mm iltoral 
Arto M • pMilkto iHM«t tr—ii tW) m mmpmmm m rajMtlM •# 

Mi ttMtot af a fur »nr llvltlM irrHiwm. 
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•■partatRt* <»f Art. Hutu, hom Ec«noiiict i%u to forth that •«•' 
pm9—l9mlly orlonul M to fet ■ii— iilii %t tht LoMr Olvltto' 
tiiorofiro, tta «Mt ^iMlklo Mrrlcolwi tOMtf eoaitUtoait m4 ^rotekly 
ptIltiMlly OMt ■ M tpt rt lo. It MM to p«tt ti«t tk$ tott wIMt klOM 
tmo fmm tk& 9f9if—%lmml oroM mi olto froa sMt Likorol Art* 
i m rwi m t. A row, lo llfeorol Arts. IWMOvor, fotttloNoi tko pottlklllty 
•f 0 tarolfo iMtMfi, •r plil toMpHy, otc. toliif iitiiiot loot iImn on 
o^loto flot rovilroamt for froAtctloo. Uporloooo tfUutotf tint wltk 
o foMlty of MM CM km in i ool oworyoM mmM b» ooMl^toly MtUflotf, 
Mt U l«M Hit Mjorltv MtfMt oM tilt •loorlty oooMt tlw proffM 
olloMi tM iMtltotiM to MTMMt M loltlol Mjor Mrtflo. 

Hm flMlMo oorrlMlM flMlly ^iMtf ami mm^twi rm»lni Miy 
lotlltk mi Ipootli m fOMlf^ mmtmo In fHo Umc •IvUIm. ItoiMtt 
oltoMi M oHooM ooofMt ffM fooT o# flM *%rmm** 4orlot tHo firot 
iHlil tUfM •# f »M Airloi Hit MMOtf VMT. NoT 

loft opM M olMClMt Airliit cHi firot mi 

M tklt polM, pro pMiwiloMl ■■■rill feot ooc *^oiiliii 
MOTMS <fey MmbcIoo mU tut «M lOCM flmti) omM to OMj 

M *%lMClMi.'* Tklt OllOWi 0 lOffi OlMlM OOi MMTOl oImCImO Ht 

ttniMCt mi olctaMolv • mbImb of imIm Iwirt or four ooortM lo 
»M pMiMiloMi Morm. Art Mtf Hwlo Mill fmmi tHlt tflffNolt m 

Wllil OijMtMMt OMM IIM «Htll tHO pOttOM. 

iof fvttM MO MMpllfloi iy Itt tiflplloltv 
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in ttm LoMr Division Bnd 3^ »n4 ^ cotffM* In ttm Upper Division, 
(.oursot ofi^lnf In toro Mr* to ^ of^^f^ —ct* tMOttvri thofo andln^ In 
ofio in tto 'oil only, theto on^ln^ IK two I . th« spring ''nly and courM* 
tMvlnfl Mro • alMU UMifeor «^r« ^IflMd for no(»-«ijor«. 

ttytfontt woro not to to ••lociwtf o^t" of oUlwr lowor or uppor 
4lvUloii (1.0. , JiMilort ml^t corry f^ i m — 1 > cogrm or f o piw u i corry 
JiMlor cM'tot, ou.), with NMtfhtrlfif wnrlnf M • mmf^ fiil^oIlM to 
piopr— iiof. Alio, tliU not for r^g^wM fftt» tim inoMfeont Mtf*orlnt 
•y»f«0 Mklch M« 10e-%M tot wItH « ilfforont rotlodolo"! . 200 comtms 
«<tro r«filro4 for Mjort oM )00 co^fHt «*tro •loctlvo* m In • lorfo 
OMOtor 9f lottoocoo rmmk»rlw$ i^ot ooco»Mry. Tkit MrtlCMlorly 
tmo of first yoor poor m . 

MltH tto iitoiit of tiM, <N pr«%t« Mil to rovifuM for 
•fffottlvoMOt mi poptlklo ctoott. ^t o« • ttn^y" In otoloo 
tHloft IHPPM oiololttrptlvoly* It tloorly tot oM ^f toiiitogt of 
noMtor*' CollotM** tolof 'W^ftrto^ otv^tt tliMO toliok Umm. 



